n ■ ■ esigning integrated human-WKW resources systems is one of the most powerful ways to ensure the creation of value for customers and profitability for owners. In today s competitive environment, high-performing organizations have learned how to deploy humanresources (HR) practices to enhance competitive advantage. The most successful firms create a bundle of employee practices that are customer focused, are aligned with each other, and reinforce the organization's strategic position. Innovative hotel companies are developing their human-resources practices to help build and sustain organizational effectiveness.
In a comprehensive study on best practices in the lodging industry conducted by professors affiliated with Cornell University's hotel school, a select group of companies was identified as being notable for their human-resources efforts.1 In this article we examine five categories of H R best practices, focusing on the specific practices adopted by champions selected from this study (see Exhibit 1). The five categories of best practices are:
(1) leader development, (2) training and knowledge building, (3) employee empowerment, (4) employee recognition, and (5) cost management.
In addition, we present the practices of three champions who devised comprehensive practices that incorporated many different types of H R practices. We provide an overview of the human-resources champions and their practices and discuss the practices' benefits and then conclude with the insights and Simpson House Inn Focused a training curriculum on diversity. Increased morale; becam e first B&B to achieve AAA five diamonds.
Exhibit 1 Overview of human-resources (HR) best-practice champions (concluded)
Sonesta Hotels C reated a wholly owned training subsidiary and unique training materials.
Turned HR from a cost center into a revenue center.
Tam ar Inns
Created a self-funded health-insurance plan by developing a clinic and making alliances with local health providers.
Kept cost per covered em ployee below the national average (saving over $37 million in ten years); provides enhanced medical service and expanded coverage to employees; reduced sick tim e and turnover.
Towneplace Suites by Marriott
Cross-trained em ployees. Em ployees have high job satisfaction; guest service improved.
W hite Lodging Services
Conducts pre-shift m eetings for all departm ents. Improved communication and em ployee retention; received Radisson's Presidential Award for four years running.
advice of the practice champions to assist those who may want to adapt and improve a practice for the benefit of their own firms.
In the best-practices study the largest number of champions was in the area of human resources. This finding is not surprising given the central role that employees play in successful hotel operations. The champions in human resources identified by peer organizations and managers are listed in Exhibit 2, with a brief description of the practice and the name and address of a contact person.
The effort to improve performance usually requires organizations to change their model of managing people and, hence, to alter their management systems and augment their leaders' skills. To develop their best practices, the champions expanded employee involvement and authority, boosted skill building and information sharing, and implemented cost-containment strategies and performance-based rewards.
Leadership-development Practices
The goals of the managementdevelopment practices of Choice Hotels, Marriott International, Motel 6, and Day Hospitality are to ensure that their future leaders develop essential skills and competencies and, furthermore, that the pipeline of future leaders remains full. Two of these championsChoice Hotels and Marriott International-developed comprehensive, chain-wide leadership-development programs. Choice's change. Choice assessed the core competencies needed by its future leaders and created an integrated executive-training and -development system. In particular, when Choice shifted its business direction to become strictly a franchisor, the company realized that its future managers would need a set of competencies different from those required when the company also operated a portfolio of hotels. To identify competencies critical to achieving its goals Choice relied on the competency-models research of the Corporate Leadership Council (a non-profit group in Washington, D.C.) and the Career Architect Portfolio sort cards developed by Lominger Limited. After ranking competencies and gaining the input of numerous executives via personal interviews, Choice devised a composite model of competencies for the four senior-most levels of the organization (senior vice president, vice president, senior director, and director). Then the company assessed the competencies held by top executives and compared those competencies to the ones needed for the future. The next steps were development planning, coaching, and career-path mapping. Choice now uses its competency database for annual readiness assessments, which are used in determining current leaders' capabilities and forms the basis for selection, promotion, and succession planning.
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Marriott's bench. Marriott calls its system-wide leadershipdevelopment initiative the "Benchstrength Management System." This set of tools and measures assists senior managers in identifying potential leaders and ensuring that those managers develop the skills and competencies needed to carry the company forward. Using targeted development plans, senior managers give critical positions to highpotential managers as "stretch" assignments. The Benchstrength Management System provides the firm with a consistent approach to evaluating leadership potential and ensures that the company focuses on core capabilities that are key to future success.
A day in the sun. In a departure from traditional leadership development, Day Hospitality Group (which operates a group of hotels mostly under Marriott flags) devised the unusual practice of requiring a sabbatical leave for general managers when they achieve five years of tenure in the company. The idea, says Day Hospitality president Frederick Cerrone, is to stress the importance of a balanced life and to demonstrate that there is "more to life than just work." Cerrone instituted the mandatory 90-day paid sabbatical leave after he took time off from his own job for a trip to India. His experience and reflection helped him return to his business with the idea for a sabbatical leave program that would permit managers to "unplug" and spend time with family. Cerrone believes that the development of this program for the company's relatively young GMs will inspire them to return to work refreshed and replenished with a new frame of mind and their creative juices flowing.
Turning on the lights. While all the leadership-development bestpractice champions designed systems in anticipation of the needs for future leaders, Motel 6's approach comprises the development needs of both employees and managers. Motel 6 created a three-step program that makes every employee eligible for eventual consideration as a general manager. The three phases of the development program are cross-training of employees, manager-on-duty (MOD) responsibilities, and a general-manager assignment that includes training. In the first phase every hotel employee is made aware of his or her potential to become a general manager and is provided with opportunities for cross-training. Successful crosstraining qualifies employees as candidates for the manager-on-duty program. In this second phase of the program, employees use self-training manuals to prepare for the MOD role. A general manager from another Motel 6 property then tests the employee, who becomes a certified MOD once he or she passes. Finally, those employees who have completed phases one and two can be appointed to full-time generalmanager positions. Once this level is achieved the new general manager receives a five week in-depth training program in one of the regional offices. By spring 1998 some 300 Motel 6 employees had moved up the ranks to become GMs. Thus, this employee-to-manager development program has helped fill a need for qualified managers and serves as a practice that combines both employee training and a path toward leadership development.
Best Training and Knowledge-building Practices
Employee training and skill building have become increasingly critical areas of H R management for firms working to enhance service quality, reduce labor costs, and increase productivity. Five best-practice champions-Coastal Hotel Group, Disney's Polynesian Resort, Four Seasons & Regent Hotels and Resorts, Hyatt Regency Scottsdale, and Simpson House Inn-devised approaches to training consistent with their specific circumstances and challenges.
Simpson House Inn, a bed and breakfast located in Santa Barbara, California, devised the "Simpson House University" as part of its training curriculum. The general manager, Dixie Budke, developed training modules using a variety of innovative activities that promote understanding, improve staff com- 
Exhibit 2 Human-resources (HR) best-practices cases, descriptions, implementation, contact people (continued)
HR
Inn at the Market
Outsource Human Resources to Professional HR Consultant
The inn retained a part-time consultant to m anage its HR activities.
The HR consultant was hired and then began to work with the G M who defined her job activities. A similar philosophy was the basis for the training program at Disney's Polynesian Resort, "Magic of Polynesia," which was designed to facilitate employee understanding of and commitment to the business. The resort created three training modules to assist employees in learning about Polynesia and to foster an alignment of personal and resort values. The first module provides three hours of instruction on the business of hospitality and the cultural elements of Polynesian hospitality and entertainment. Recognition and coaching are also used to help cast members (employees) become "perfect hosts" in sharing aloha with the guests. Module two seeks to align employees' personal values with those of the resort. Cast members are asked questions that evoke personal reflection, such as, What are the key drivers in your life?; What do you think you are all about?; Who are you?; and What are the things that are important to you? The final module focuses on delivering kinaole (flawless excellence in the highest degree) product and service to the guest. In this portion of the training, values and service standards are integrated. All cast members attend the three training modules within 30 days of their being hired. In addition, the values that guide the training are reinforced and integrated into the hotel's reward, accountability, and coaching programs.
The rapid growth of Arizona tourism and the accompanying shortage of qualified hospitality employees caused the Hyatt Regency Scottsdale to embark on a community-outreach program. In cooperation with the Scottsdale School District, the city, and local colleges and universities, the Hyatt's training manager developed and taught educational programs at the local high school. Intended to develop students' interest in the industry, the program includes college-level courses, field trips, and guest speakers from local hotels. The curriculum leads directly into the two-year degree program at Scottsdale Community College or into the fouryear program at the School of Hotel and Restaurant Management at Northern Arizona University. One challenge of this training initiative was coordinating an alliance among corporate, governmental, and educational organizations. The results have thus far been positive, and the practice has provided the Scottsdale hospitality industry with qualified and skilled workers, many of whom have worked for Hyatt.
Coastal Hotel Group and Four Seasons & Regent Hotels and R esorts both use skilled employees to train newcomers. Coastal devised a buddy system for training employees in newly acquired properties. The buddy system was developed when Coastal, being a small management company, could not afford the cost of a corporate training center. Instead, corporate managers determine the needs of an acquired property and provide employee trainers with the requisite knowledge and skills from existing hotels. All parties benefit from this practice because the employees at the receiving hotel gain knowledge, the lending hotel reduces payroll costs, and the trainer is given an opportunity for personal growth. This simple and effective practice resulted in lower labor costs, increased productivity, and improved employee retention. While Coastal is no longer a small hotel group, it continues to use this practice, although its economic benefit will most likely be greatest for small organizations.
A different training issueconsistency-drove the development of the designated-trainer position at Four Seasons & Regent. A period of rapid growth caused inconsistent communication and training regarding service standards. To address this issue, the company created designated-trainer positions within each hotel department. This is a joint effort between the properties that invest in the designated trainers and the corporate H R department, which devised the online training materials. The designated trainer, who holds a regular job assignment, follows a carefully structured program of teaching and coaching with the help of an online training program (OLTP). The OLTP comprises more than 100 job-specific training manuals on CD. Regional training coordinators helped implement the program hotel by hotel, and local managers and training employees customize the materials to suit local job descriptions and operating structures.
Employee-empowerment Practices
Enhancing customer service and motivating employees were the driving forces behind the selfdirected work teams at the RitzCarlton Tysons Corner and the Boulders, the cross-training at Towneplace Suites by Marriott, and the autonomous line-level decision making at the MinneapolisSt. Paul Hilton. Similarly, the preshift meetings developed by White Lodging Services were developed to share information and keep employees fully aware of the overall operation. Each of these five champions altered the way in which em- ployees perform their jobs and work with each other, with the results of improving guest service and boosting employee retention. After winning the Malcolm Award in 1992, the RitzCaÉton Company determined that ^^^^^^o y e e empowerment would appeal to the staff and deliver effft ita^fo^utstanding customer service. To those ends, the Tysons Comer hotel's executive committee diCtded to conduct an empowerment pi#ect, starting by changing to "guidance team" to set the tone for what was to come. After a detailed examination of current practices in each department, the guidance team identified a number of management tasks for possible to hourly employees. These included setting work schedules, compiling payroll information, interviewing and selecting team members, and forecasting budgets. The hotel called this effort the "Tysons Corner Project," and developed a mission statement that all employees signed. Front-office employees were the first to experiment with self-management by taking over the tasks of the front-office manager for a year-long trial run. As an incentive the hotel offered the employees half of the savings that accrued from eliminating the position-an amount that worked out to about $1.00 more per hour for each one. The project was successful, and the hotel eventually rolled the practice out to the entire hotel in June 1995. Although management positions were eliminated, no one was fired, and new titles were devised for the remaining executives and the empowered hourly staff. Throughout the implementation the managers made an effort to consult employees and keep them fully informed.
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Late in 1998 managers at the Boulders devised and implemented self-directed housekeeping teams to improve the work environment and decrease the number of guest-room entries. As was the case at the RitzCarlton, managers at the Boulders wanted to enhance customer service and staff motivation. The resort empowered three-person, selfdirected housekeeping teams to assign all room duties in a given block of rooms-in which they would choose their own work areas, evaluate room quality, and conduct room inspections. After a training program for supervisors and team leaders, the team leaders created two trial teams of housekeepers composed of the most enthusiastic employees. The program was modified considerably after a threemonth test period. At this writing, the Boulders has four teams functioning with more being planned. The resort's managers view this practice as being both more efficient than previous operations and a better way to retain and motivate room attendants.
Towneplace Suites by Marriott has developed a model for staffing that empowers employees and also supports the low cost structure that makes possible the brand's core concept. To maintain its strategic position as an affordable extendedstay brand, Towneplace needs to operate with low staffing costs. To accomplish this goal the company developed a model for staffing and training that provides a high degree of accountability and responsibility for all employees. The typical Towneplace hotel of 95 suites operates with a service team of just 10 to 12 associates. Examining activities at Residence Inn and Courtyard by Marriott, the brand's managers developed a matrix of some 20 typical service encounters. That matrix became the basis for crosstraining the chain's general managers and employees. After hiring and
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training general managers (using careful screening that employs assessment tools), the company trained a regional leader, the new GM, and the new employees together for three days. Finally, the company empowered employees to train each other in the skill areas for which they were highly rated. Employees' sharing expertise and training with each other helps to increase the overall skill level of the team and spread responsibility for the total operation. The crosstraining model is strengthened with various role-playing activities and sharing service stories in daily meetings. White Lodging Services also uses meetings to share information and build a strong community. The preshift meetings for line employees in all departments helped increase productivity, according to Mary Jo Dolasinski, the company's director of training and development. While some employees initially resisted this practice, the meetings have proven to be an effective mechanism for improving communication, goal-setting, training, and employee recognition.2 Just do it. An interesting approach to employee empowerment is that of the Minneapolis-St. Paul Hilton, which allows its line employees to do whatever is necessary to satisfy guests. This practice was developed originally for the frontoffice employees, who were frustrated by the delays in resolving guest concerns that occur as a result of using the traditional chain of command. Some supervisors were hesitant to embrace this practice because they felt their authority might be compromised, and employees were also cautious because they feared being criticized for their decisions. The practice was implemented, however, without a trial. Instead, the managers held a meeting with the front-office staff and assured them that they would not be condemned for solving a problem right away. Critical to the success of the practice was the endorsement of the general manager. The hotel began seeing dramatic improvements in guest-comment cards within two months of implementation. As Patrick Simpson, the manager who championed the practice, observed, "The confidence of the employee so empowered radiates in his or her guest-contact ability, which in turn gives the guest confidence that his or her stay will be a rewarding experience."
Employee Recognition
Compensation is a powerful communicator of organizational priorities and a key component of successful performance improvements. While employees' base pay usually reflects local competitive labor markets, variable pay has emerged as a way to reward employees when performance leads to organizational success.3 The strategic use of variable pay is still in its infancy in the hospitality industry, and we found only a few champions that offered any practices related to employee compensation. One example is the Houstonian Hotel, our overall property-level champion in employee satisfaction, which pays a standard rate to all employees but offers quarterly bonuses to all employees based on the hotel's suc- cess.4 Two champions, the Rodeway Inn International Orlando and Motel Properties, Inc., have developed a variety of ways to reward and acknowledge line-level employees beyond a base salary. Faced with a low local unemployment rate and a shortage of job applicants, Motel Properties developed an employee-recognition program that provides rewards from the time of the initial interview throughout the employment contract. The recognition program is sustained by continuous evaluation and modification of the rewards and by integrating recognition with the company's operations and culture. Another economy-segment program designed to enhance employee morale, efficiency, performance, and satisfaction was developed by the Rodeway Inn in Orlando. This reward program includes traditional recognition practices (e.g., employee of the month and year), along with such other rewards as special gifts and star award pins. While the monetary cost of such recognition is modest, the benefits in employee satisfaction and retention are notable. Perhaps the best indication is the motel's 99-percent occupancy, which can be sustained only with the support of satisfied employees.
Cost-management Practices
Many of the practices we have discussed are motivated by efforts to create competitive advantage through differentiated service delivery made possible by better-trained and empowered employees. Another approach to establishing competitive advantage is through cost-efficient human-resources practices. That is the tack taken by three best-practice champions-Seattle's Inn at the Market, Sheraton-Denver West, and Tamar Inns. In an intriguing twist, a fourth champion, Sonesta Hotels, converted its human-resources training from a cost center into a revenue-producing department.
For the small Inn at the Market, the cost of hiring a full-time H R professional was out of the question. Instead, the property contracted with a human-resources professional who provides the inn's 57 employees the expertise and counsel that they require. For this consulting service, the hotel incurs a cost of $1,000 per month.
Work sharing. At the SheratonDenver West two experienced sales managers share one full-time sales position, permitting the company to get the energy and expertise of two seasoned managers for the price of one. The hotel instituted this jobsharing arrangement to accommodate one sales manager's need to work part-time. This practice responds creatively to the employees' evolving work-and-family needs, is cost effective, and produces a positive outcome for the customer. The arrangement works chiefly because the two part-time sales managers are in continual contact. We believe that the advent of sophisticated information-sharing tools will make job-sharing arrangements like this even more viable in the future, because customer information can be carefully documented and transmitted in a timely fashion.
On its own. Ten years ago the escalating costs of medical care inspired Tamar Inns to implement a self-funded health-insurance plan for employees at six of its properties in Orlando. After careful study, the president, CFO, and risk manager decided that the key areas in which to achieve cost controls were primary care, in-hospital care, and specialist care. To handle primary care Tamar opened its own medical office, staffed with a doctor, nurse practitioners, and medical assistants in an operation that had a 1999 budget of $550,000. The company also put in place dental, prescription, and psychiatric counseling plans. To control in-patient costs Tamar approached Orlando hospitals with the following offer. Since most hospitals in the area were running an average occupancy of 65 percent, Tamar proposed "renting" the rooms that no one else was using by offering a capitated rate for inpatient care based on the average 35-percent unused beds. The offer also guaranteed payment on the tenth of every month for the agreed-upon capitated rate-thus giving the hospital a known cash flow. Finally, to manage the costs of specialists, the company devised two approaches. It worked out a flat rate with four local dentists, with a guaranteed monthly minimum fee. For other special care, such as gynecology and pediatrics, Tamar made an arrangement with its selected hospital to set up capitated specialists' rates. As illustrated in Exhibit 3, Tamar's cost per covered employee has remained below the national average, resulting in a ten-year cost savings of over $37 million.
In the 1980s Sonesta Hotels began designing and delivering customized service-training classes for hourly employees. The training program eventually expanded to include managers, supervisors, and upper-level executives. The training programs, customized to the specific needs of each hotel, are taught by former operations managers who have credibility with the staff. As part of its training program, for instance, Sonesta created a board game, "Personal Service," that provides an innovative and engaging platform for instruction on service. What makes this H R activity unusual is that, after a decade of fine-tuning, Sonesta converted the program into a wholly owned subsidiary, Training by Design, that provides line, management, and executive training for Sonesta and about 50 other companies. Currently, 60 percent of Training by Design's clients are outside the hospitality industry, and the training activity has become a revenueproducing operation.
Comprehensive HR Initiatives
At the beginning of this paper we noted that one of the overriding goals of good H R practice is to assemble H R initiatives that complement each other and are driven by strategic objectives. While many of our champions have followed this path, we feature three here because of the broad scope of their H R initiatives. They are Accor North America, Cendant, and Ramada Franchise Systems.
Managing well. Accor s founders believe that what leads to growth and profitability is managing people well. Accor North America designed a group of H R initiatives, including empowerment, compensation, performance evaluation, and group-process feedback, to complement each other. The elements worked as follows. The empowerment program pushed decision making down to line levels. General managers' bonuses were tied to success on three measures: employee satisfaction (30 percent), customer satisfaction (30 percent), and profitability (40 percent). Managers' performance appraisals used a 270-degree review process that included evaluations by peers, subordinates, and superiors. The company also has an approach to new practices that involves developing a task force, typically with an outside consultant as a member, and implementing new practices in one or two pilot hotels.
Finally, the company established employee roundtables so that all employees can discuss issues. Those feedback sessions are particularly productive because they consistently use a model that assigns the employees certain group-process roles. At each meeting designated individuals perform the following roles: moderator, scribe, timekeeper, and conscience. Responsibility for a particular role is rotated among employees from meeting to meeting.
Personal best. Ramada Franchise Systems is another bestpractice champion that provides an integrated set of H R activities, which is praised by licensees as one of the best things ever to come from a franchisor. Ramadas Personal Best hospitality initiatives have the following four major components: (1) a predictive prescreening test for selecting employees, (2) a training program that uses an interactive CD, (3) an employee-reward program, and (4) an independently administered monthly survey of guests' satisfaction with employee service. The first component, selection, is facilitated by a pre-screening test called the Predictive Index. This selection instrument, designed by Arizonabased Praendex, helps Ramada get the right people into the right jobs. The subsequent interactive CDbased training is available in both English and Spanish. The company supports formal education through a tuition-reimbursement program for employees. The third component is a loyalty program for employees in which points can be earned for participating in training and performing special services. The points earned can then be redeemed for gift certificates. Each month managers nominate an employee "star" of the month, who receives extra points and special recognition from the president of the company. 
way in which a firm can develop integrated H R activities around a specific corporate goal. Motivated by the NAACP's report card on minority progress in the hotel industry, Cendant s senior managers felt they should take proactive steps to enhance opportunities for African-Americans and other minorities. Cendant started by convening a series of meetings with key opinion leaders in the AfricanAmerican community. What emerged were the following five key diversity initiatives: (1) franchise development among minorities via financial incentives, (2) supplier development with minority vendors using the assistance of the National Minority Supplier Development Council, (3) philanthropic giving (more than $1 million in 1998) to a variety of organizations that benefit minorities, (4) career development and mentoring, and (5) target marketing to reach minority customers. In the area of career development and mentoring, the company opened a reservation center in Orangeburg, South Carolina, a city that is home to two historically black colleges, creating opportunities to recruit minority students. In addition to hiring some 200 employees from the schools, it also established an ongoing mentoring program between the schools and the reservation center. Cendant further developed a corporate-intern program in conjunction with Inroads, an organization that places talented minority students in internships in Fortune-500 companies. The company's franchise-development efforts produced more than 50 hotel franchise agreements with minority entrepreneurs. As a first measure of Cendant s success, the NAACP's 1998 report card on minority progress in the hotel industry brought the company's grade from a C-to a B, the highest grade for any hotel company.
Success of the Practices
As we indicated above, all of the best-practice champions reported positive outcomes from the adoption of their initiatives. A pattern of results is evident, as illustrated in Exhibit 4. As the exhibit suggests, employees were the primary beneficiaries of the H R practices.
Employee satisfaction and improved morale were the mostfrequently cited outcomes of the champions (mentioned by 52 percent of the champions), followed by the reduction of turnover (44 percent), and increased productivity (35 percent). Employee opinion surveys at the Four Seasons before and after the introduction of its designated-trainer program show higher levels of satisfaction and a clear appreciation for the improved clarity of standards in the wake of the training program. Four Seasons has also found that 75 percent of all line employees promoted to supervisory positions have successfully filled designated-trainer positions. The Ritz-Carlton Tysons Corner experienced a 22-percent drop in employee turnover after introducing self-directed work teams, while Motel 6 reported a 10-percent decrease in turnover after it established its training program.
Thirty-five percent of the champions cited reduced costs as an outcome of their H R practices and 26 percent mentioned increased profits as a favorable result. Motel 6 reasons that the $6,000 to $10,000 it typically spends in hiring a new manager is saved through its policy of promotion from within. Increases in occupancy and ADR were cited as outcomes from the employee- Customers also experienced the value of these H R champions' practices, if sometimes indirectly. As the general manager of the Rodeway Inn International Orlando, Nicholas La Falce, stated, "have a satisfied employee and you have a satisfied guest." Increased satisfaction and overall service quality were often cited as important customer benefits from the best practices. Disney's Polynesian Resort, for example, noted that its success is reinforced by guests' letters and comments. The benefit to the customer of the Scottsdale Hyatt's community-based student training was invisible, because it helped keep up service standards, according to the Hyatt's manager who developed and taught the course.
Efficiency, consistency, career enhancement, fulfilling individuals' potential, and customer retention were also listed as outcomes of implementing these H R practices. One indicator of efficiency is the significantly reduced manager-toemployee ratio that resulted from the Ritz-Carlton's empowerment efforts. The managerial staff went from one for every 15 employees to one for every 50 employees.
Curiously, many of the champions noted that the positive outcomes were not directly measured, and few had established pre-practice baseline measures of either customer or employee outcomes. For example, Coastal Hotel Group's buddy system for employee training is not directly tracked, but its managers believe that it has contributed to increased profits, decreased employee turnover, and overall improved operations. Many of our champions spoke of the unseen, unmeasured, and yet strongly felt changes in attitude or work culture once their practices were put in place.
Finally, a philosophy expressed by many champions involved a sequence of events that began with the design and implementation of an H R practice. Practices typically resulted in satisfied , employees and reduced employee turnover. These changes in employee morale and retention would then translate into improved customer service. Satisfied customers would become loyal and increased profits would be the ultimate outcome. David Rodriguez, senior vice president of staffing and development for Marriott International, was one of many champions who observed that profitability and loyal relationships with customers are the results of the customer's experiencing improved service. The front-office manager of the Minneapolis-St. Paul Hilton, Patrick Simpson, echoed this sentiment by observing, "The confidence of the employee so empowered radiates in his or her guest-contact ability, which in turn gives the guest confidence that his or her stay will be a rewarding experience."
Insights
For those managers who are considering implementing similar practices, the single most consistently offered insight was to obtain the commitment of senior managers and critical decision makers. Individuals in large companies, such as Accor, Cendant, Choice, Marriott, and Ritz-Carlton, stressed the need for senior-level support. Much of the success at Choice Hotels and Ritz-Carlton, for instance, was the result of initial sponsorship and encouragement by top executives. Marriott's contacts offer the advice that the most important thing you can do is get senior managers involved and working together.
Based on their own efforts, the best-practice champions also offer the following words of wisdom. First, start sooner and go slower. Several champions wished they had begun the practice sooner and had been slower in the implementation process. For others, "sooner" meant getting staff involved earlier in the process. When developing selfdirected teams, for instance, the director of housekeeping at the Boulders wished she had implemented her efforts at a slower pace with more realistic goals to help reduce the resistance initially experienced from room attendants.
Second, managers emphasized the importance of communication. "Communicate like crazy" was suggested by Choice Hotels s expert for organization development. Many of our champions noted the power and impact of sharing information with superiors, peers, and subordinates. Often under-appreciated is the importance of listening to those whom you wish to change and adjusting programs based on their feedback. By using pilot tests and trials based on feedback, many of our champions were able to modify their practices. In the case of Accor, the process for communication was a best practice in and of itself.
Finally, managers should remember that their projects are not likely to be simple, quick, or easy. Good H R practice is long-term and requires on-going adjustments and tenacity. While frequently labeled as programs, the champions realized that their initiatives were often new approaches to doing business and sometimes radical departures from how the work was done and how people were treated previously. Through hard work, good research, careful measurement, pilot testing, top management buy-in, and continuous feedback, successful implementation is possible. CQ
